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Abstract
A Strategic Communication Plan for
Dominica-America Scholarship and Culture, Inc.
by
Joan Juliana Joseph
Committee Chair: Theodore Petersen, Ph.D.

The aim of this design project was to develop a strategic communication plan
for a nascent US-based nonprofit organization with a transnational focus. To
accomplish this goal, the researcher drew on concepts and propositions of business
and communication theories, best practices and recommendations of nonprofit
practitioners and consultants, and studies from research centers. This research was
necessary to discover the principles and elements critical to the design of a basic
strategic communication plan. To develop a plan specific to the real world
experiences and challenges of the nonprofit, the researcher utilized a qualitative
research methodology using semi-structured interviews and action research. The
result is a simplified strategic communication plan that supports the nonprofit’s
organizational goals and, finally, its mission.
Keywords: strategic communication; communication planning; nonprofit
organizations; diaspora philanthropy; Commonwealth of Dominica
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Chapter 1.
Introduction and Literature Review

Introduction
This chapter presents the conceptual framework used to guide the development
of a strategic communication plan for a small nonprofit organization (NPO). The
framework is constructed using concepts and theories from disciplines such as
communication and business, and from nonprofit literature since the study of
nonprofits is multidisciplinary in nature (Hallahan, Holtzhausen, van Ruler, Verčič,
& Sriramesh, 2007; Helmig, Jegers, & Lapsley, 2004).
The nonprofit in question is a nascent charitable organization—501(c)(3)—
in need of the support of a communication plan in order to fulfill its organizational
objectives. This chapter provides a short introduction to the nonprofit: its history,
current communication status, and communication challenges. Since the issue
facing the nonprofit is one of strategy, the literature review will address the three
dimensions that characterize every strategic problem: context, content, and process
(de Wit & Meyer, 2010). The third dimension, process, will be discussed in detail
as it provides specifics of how strategy (content) is developed. The aim of the
review of the literature is to pinpoint the elements that are critical to the formation
1

of a strategic communication plan. Since no plan intended for usage is complete
without preliminary testing, usability testing of the plan product will be addressed
briefly.

Dominica-America Scholarship and Culture, Inc.
The client for which this project is being undertaken is a small nonprofit
based in Florida. Formed in 2003 as a social club and named Dominica Social
Club, Inc. (DASCI) from 2009-2014, Dominica-America Scholarship and Culture,
Inc. became a 501(c)(3) organization in 2014. It retained both the acronym DASCI,
by which it had become known among its members, and its founding mission.
DASCI’s

mission is

to foster cooperation and goodwill among Dominicans, other
Caribbean peoples, and fellow Americans through (a) promoting
educational, recreational, and social interaction, (b) sponsoring
charitable programs for the needy in Dominica and the US, and (c)
preserving and celebrating Dominican culture.
The organization grew out of the informal social gatherings in Port St.
Lucie, Florida, of a group of immigrants from the Eastern Caribbean island of
Dominica (officially named the Commonwealth of Dominica and not to be
confused with the Dominican Republic). Consistent with its status as a diaspora
group, membership is restricted to persons who are Dominican by birth, lineage,
naturalization, or marriage. In the years leading up to its present status, DASCI
2

served mainly as a social support for its members. The organization provided a
cultural home away from home, so to speak, where its members exchanged news
from and about their communities of origin and engaged in customary Dominican
cultural practices particularly in the areas of food, music, and dance.
Occasionally the members decided upon and donated money and in-kind
gifts to causes in Dominica. Those causes were varied and timed to meet appeals
ranging from disaster relief to school supplies. However, with the change from
social club to public charity DASCI’s focus, which was centered largely on its
members’ social well-being, shifted to full-fledged support of education. DASCI
stepped up fundraising for its scholarship program that was started in 2007. Each
year since then, DASCI has awarded scholarships in Dominica to assist bright
elementary school children entering high school, and since 2012 in St. Lucie
County, Florida, to high achieving high school seniors transitioning to college. In
both locations, the funds donated to these students are designated to cover
educational costs, which include tuition, transportation, uniforms, textbooks, and
examinations. Those scholarships are funded from the proceeds of three annual
fundraising events that DASCI created (DASCI unpublished materials).
Because success in fundraising is predicated on a host of communicationrelated goals and processes, this new emphasis in DASCI’s programming poses
additional communication challenges that must be overcome if the program’s
objectives are to be successful over the long term. Some of these challenges are
connected to marketing/branding, promotion/public relations, and media relations.
3

Partially as a response to its communication challenges and compliance
with IRS and state regulations, DASCI crafted several communication-related
instruments and initiatives: a constitution and by-laws, policy statements, a
membership application form, a logo, motto, mission statement, annual reports
including IRS filings, and a Facebook page. These initiatives, however, were
conceived and implemented ad hoc as the needs and membership of DASCI
expanded. DASCI recognizes that it has arrived at a point where it would be wellserved by having in place a plan that provides coherence to its responses to its
communication challenges. With approximately 45 members, the majority of whom
are senior citizens, a limited budget, no paid staff or office space, the plan for the
all-volunteer run charity must be economical as well. Communication support is
needed to help DASCI advance the five broad organizational objectives stated in its
2015 annual report:
1. To establish a bond among people of Dominican heritage and
provide a support system to encourage friendship and goodwill
between Dominicans and the American people
2. To promote recreational and educational interaction among those
people
3. To sponsor, when possible, charitable or other programs for
Dominica’s needy
4. To provide college scholarships to graduating high school students
in St. Lucie County
4

5. To preserve and celebrate Dominican culture including, but not
limited to, customs, language, dance, food and folklore and educate
and expose those attributes to the American community

Statement of Purpose
This design project is being undertaken to provide DASCI with its first
strategic communication plan. Since the organization currently operates without a
written strategic plan, the communication plan is a formal first step in aligning its
everyday practices to its mission. The benefits of a communication plan are
“priorities definition, performance improvement, team and expertise building, and
effective utilization of scarce resources” (Patterson & Radtke, 2009, p. 8-9). The
plan will serve as a blueprint that the organization could follow to develop missionaligned communication goals and objectives that are tied to its key audiences—a
triangular connection of mission, communication goals and objectives, and
audiences that must be made in order to be considered strategic. The ultimate goal
is to increase awareness of and support for DASCI’s mission and program goals.

Literature Review
Widely associated with the business sector, strategic communication
planning is lauded by consultants such as Bonk, Tynes, Griggs and Sparks (1999),
Grace (2005), and Patterson and Radtke (2009) as a powerful tool for achieving
sustainability and growth in the ever-growing nonprofit sector. Their
recommendations are accumulated and distilled from extensive experience working
5

in and with nonprofit organizations (NPOs). As a result, consultants have intimate
knowledge of nonprofit realities and their insights are reflected in the incredibly
detailed nature of the models that they have developed to assist nonprofits with
strategic communication planning. They have also proposed that the size of any
organization has no bearing on the nature of a strategic communication plan. In
other words, a communication plan for a large organization works as well for a
small organization. Their recommendations, however, have been provided without
theoretical grounding that communication planners could rely on to explain the
selection of one communication strategy over another. Indeed, this oversight has
been noted in academic literature. In noting the advice of consultants regarding
nonprofit messages, Smudde and Courtright (2012) observed that though the
message tactics consultants recommend appear to be intuitively obvious,
knowledge of the communication theories and concepts underlying those tactics
could provide the consultants with reasons for choosing one strategy over another.
Notwithstanding their observations, academic researchers have barely
focused on strategic communication planning in direct relationship to the nonprofit
sector to develop models that could provide theoretical grounding to consultants’
practical models or to develop effective plans of action for NPOs. Academic
researchers pull from a variety of disciplines—especially economics and
sociology—to study NPOs intensively (Helmig et al., 2004). Those engaged in
nonprofit communication planning research focus narrowly on communication
functions instead of on how the environment of nonprofits as a whole affects their
6

communication practices (Liu, 2012). They propose leveraging propositions and
concepts of communication theories that communication practitioners might draw
upon to inform their strategic choices. For example, Smudde and Courtright (2012)
adopted concepts from rhetorical, narrative, and linguistic theories as a guide to
public relations message design. Kim, Chun, Kwak, and Nam (2014) employed the
dialogic principles formulated under dialogic communication theory as a guide to
select, establish, or evaluate social media platforms. But these papers deal with
specific topics within communication planning and explore the theories
underpinning some communication practices. They fail to provide a holistic
approach to strategic communication planning.
In this regard, one study by communication scholar Wiggill (2011) is
singular; it bridges the gap between theory and practice. The study used a
normative theoretical model of strategic communication management that was
developed for use by nonprofits, government institutions, and small to mediumsized companies as a barometer against which to measure the communication
practices of five South African NPOs. The result of the research was used to develop
a simplified eight-step model for strategic communication management that
addressed a deficiency in the theoretical model by taking into consideration the
entities’ everyday challenges. Since those challenges—human and financial
resources—that were identified as barriers to strategic communication planning
among the participant NPOs appear to be so similar to those of the client of this
project, recommendations that Wiggill (2011) provides will be incorporated into
7

this project. Information from templates provided by the nonprofit consultants
Patterson and Radtke’s (2009) will also be used in conjunction with Wiggill’s
model of strategic communication management.
In conclusion, the literature concerning communication planning within the
nonprofit sector is fragmented. While academic research provides theoretical
underpinning for some strategies and tactics used in strategic communication
planning and management, it is left to the practitioner seeking a holistic approach
to strategic communication plan design to patch together recommendations drawn
from many and different disciplines.
What is Strategic Communication?
A discussion of strategic communication planning would not be complete
without a definition of the term. In an effort to define strategic communication, an
international group of communication scholars met in New York in May 2005 for a
panel discussion sponsored by the International Communication Association. This
discussion is purported to be a foundational study of strategic communication as a
new academic field. The scholars define strategic communication as “the
purposeful use of communication by an organization to fulfill its mission”
(Hallahan et al., 2007, p. 4). They conclude that communication should be
approached holistically and must encompass all forms, be it informational,
persuasive, discursive, or relational. Their discussion, however, includes
organizations of all kinds, including corporations, for-profit and nonprofit
organizations, government and nongovernmental organizations, political parties
8

and movements, and activist groups worldwide. Echoing the academic definition,
but taking a more practical approach, nonprofit consultants Patterson and Radtke
(2009) define strategic communication as “the combination of plans, goals,
practices, and tools with which an organization sends consistent messages about its
mission, values, and accomplishments” (p. 7).
Regardless of definition, researchers, consultants, and practitioners alike
agree that it is the intentional tethering of all aspects of an organization’s
communication with its audiences—objectives, goals, strategies, channel selection,
policies, messages, and implementation strategies—to its organizational mission
that qualifies a communication plan as strategic and infuses it with the power to
influence stakeholder behavior.
The Three Dimensions of Strategy
The problem situation at DASCI is strategic in nature: it is in need of a
strategic communication plan in order to fulfill its organizational objectives and by
extension, its mission. According to de Wit and Meyer (2010), every real-life
strategic problem situation has three dimensions. It is crucial to study these
dimensions or attributes of the problem in order to create strategy. The authors also
caution that it is important to study the dimensions together because a change in
one drives changes in the others in a never-ending circular dynamic. The
dimensions are context, content, and process and are discussed below.
Context. The environment or set of circumstances in which an organization
operates is its context (de Wit & Meyer, 2010). It is concerned with the where of
9

strategy: where will strategy be embedded? Context exists outside the organization
(the outer context or macro-environment) and within an organization itself (the
inner context or microenvironment). Some elements of context to consider are
sociocultural, competition, technological, political/legal, economic, and
demographic in nature (Kotler & Keller, 2012). Surveying the context of operations
is of vital importance to enterprises formulating strategy as context exerts
considerable influence over possible strategic options. According to Patterson and
Radtke (2009), such a survey entails considerable research but the research
undertaking will reward nonprofits by providing answers to some of their most
troubling questions: Who are our key audiences? What are their values, beliefs,
attitudes, and motivations? What do we say to them? How shall we reach them?
This review of the literature concerning strategic communication planning
in the nonprofit sector found three recurring factors in the broad context of
nonprofits. The first factor is inherent in the nature of nonprofits. Nonprofits are
often born out of the perception of a failure of market or government to provide
specific services (Helmig et al., 2004; Grace, 2005; Steinberg, 2006). In an
extended discussion of economic theories of nonprofits, Steinberg (2006) describes
some of the constraints binding nonprofits. To be “nonprofit” means that unlike
their for-profit counterparts, nonprofits cannot access the financial markets to raise
funds for their operations. They also may not distribute profits as a return on
investment to their stakeholders, in the form of dividends for example, or reward
their participants. Since most nonprofits work to benefit the public good (Liu,
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2012), the IRS has granted one subset of nonprofits—public charities, also known
by their IRS classification as 501(c)(3)s—a special tax status (Berry, 2003).
Donations to public charities are tax-exempt. Nonprofits prize this tax deductibility
as it serves as a powerful incentive for donors to give generously to their causes
and these donors tend to give more than they ordinarily would because of it (Berry,
2003). These aspects of the nature of nonprofits—the circumstances giving rise to
their establishment, and how they source capital for their operations and reward
their benefactors—are bound to influence their public relationships. It is therefore
critical for nonprofits to identify, initiate and maintain healthy relationships with
constituencies that are fundamental to their missions.
In addition to being a 501(c)(3), the client of this project, DASCI, is also part
of another unique subset of the nonprofit sector. It is a subset of nonprofits that
engage in what Johnson (2007) labels diaspora philanthropy. Johnson (2007)
defines the term as “the fundraising activities of groups of immigrants for causes
and projects in their home countries” (p. 5). Members of a diaspora live within one
nation’s territory, but share the culture, language, and history of another (de Moya
Taveras, 2011). For diaspora groups, navigating the host culture, which is often
foreign and dominant, is a potential source of additional communication challenges
(Johnson, 2007).
The second factor in the broad context of nonprofits is competition within
the sector. Over the past years, there has been a steady entry of nonprofits into the
sector, where barriers to entry are low. The Urban Institute (2015) reports that
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public charities grew by 42 percent during the first decade of the 21st century and
that by 2013, there were over 950,000 such organizations in the United States
alone. They form the fastest growing subgroup of the nonprofit sector and compose
over two-thirds of all registered nonprofits. This growth is fueling intense
competition among nonprofits for “the attention, admiration, affinity, alignment,
and allegiance of constituents of all sorts” (Hallahan et al., 2007, p. 4).
The third factor is the limited resources plaguing charitable organizations:
time, cost, and human resource deficiencies (Wiggill, 2011; Zorn, Grant, &
Henderson, 2013). Many nonprofits operate with the donated time of volunteers.
Many suffer from lack of funding to underwrite their operations and programs.
Even more serious than lack of funds, is their lack of knowledge about strategic
communication management, particularly about its purpose and benefits. They also
suffer from lack of communication training and their attitude toward
communication planning. Wiggill (2011) reports finding that nonprofits view
communication planning as “too time consuming, too complex, and too focused on
for-profit organizations” (p. 227). The result of shortage of time, talent, and dollars,
is failure of many nonprofits to examine their operational context, which informs
the communication plan. In addition, Helmig et al. (2004) describes marketing as
“their ultimate management challenge.” Research performed by Cause Marketing
(2008) found that lack of expertise, capacity, and finances to support
communication planning are often cited as reasons for nonprofit inability and
disinclination to incorporate strategic communication planning into their enterprise
12

strategic plans. The group’s specific findings are that thirty-eight percent of
nonprofit professionals agree and only five percent strongly agree that they have
the tools and expertise to address their organizations’ communication needs. Fortynine percent of those professionals report their organizations have no documented
communication plans.
The above factors—nonprofit inherent nature, the competitive environment,
and limited resources—are woven into the context of nonprofit organizations, both
mature and especially those new to organized philanthropy as it exists in the United
States. Though NPOs may argue otherwise, Patterson and Radtke (2009) and
Wiggill (2011) stress that it is especially important for resource-challenged
charitable organizations to understand the importance and benefits of managing
their stakeholder relationships in a strategic way. Pursuing their objectives in such a
manner is the efficient route to success precisely because their resources are scarce.
A strategic communication plan is a roadmap for achieving effective
communication management through economy of effort.
Content. This dimension of strategy refers to the “strategic options,
directions, and practices an organization aims to adopt to achieve its planned
objectives” (AL-Tabbaa, Leach, & March, 2014, p. 660). It is the product of the
strategy process and is concerned with the what of strategy: What is, or should be,
the strategy to be adopted for the entity? (de Wit & Meyer, 2010). Aligning
selected strategies and practices with the environment (the context) improves the
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performance of the organization and ensures consistency within the organization
(internal coherence) (AL-Tabbaa et al., 2014).
Process. This dimension of strategy development refers to the management
of the activities, actions, and methods concerned with how a strategy (content
element) is implemented in a given context. In other words, “strategy process is
concerned with the how, who and when of strategy: how is, and should, strategy be
made, formulated, implemented, changed and controlled; who is involved; and
when do the necessary activities take place” (de Wit & Meyer, 2010 p. 5).
It is important to study the three characteristics together in order to
comprehend a strategic problem since each problem, by nature, carries those three
dimensions, note de Wit and Meyer (2010). Together, the process and content
elements can predict an organization’s performance within the confines of the
organization’s given context (AL-Tabbaa et al., 2014).
Developing a Strategic Communication Plan
This section expands on the process dimension of strategy development.
The classic textbook approach to strategy development is a three-step process—
research, formulation, and implementation. For the development of a strategic
communication plan, Wiggill’s (2011) and Patterson and Radtke’s, (2009) models
include a fourth step: evaluation. While the classic three-step approach suggests
that the process is linear and the stages discrete, critics contend that the process can
be messy as research, formulation, and implementation intertwine (de Wit &
Meyer, 2010). More specifically, Wiggill (2011) describes the process of strategic
14

communication management as circular to suggest that the each stage is as
important as the next. A comparison of the seven-step model of Patterson and
Radtke (2009) and the nine-step model of Wiggill (2011) to the classic textbook
approach reveals that both models loosely follow the three-step approach. And true
to the critics’ predictions of messiness in the classic strategy development process,
both models interweave the elements of a strategic communication plan with the
processes for constructing the plan document itself. However, since their
recommendations provide details specific to nonprofit realities, this research
accepts the classical three-step approach and the recommended fourth step for this
project. The steps—research, formulation, implementation, and evaluation—are
described below.
Step 1. Research of Context. The purpose of this project is to create a
strategic communication plan for a small nonprofit that needs to advance its
organizational objectives. In order to do so effectively, nonprofit consultants such
as Patterson and Radtke (2009) recommend a survey of context. The purpose of
conducting the research of context is to gain an understanding of all factors that
impact an organization. A survey of the literature found the following approaches.
According to marketing literature, context can be divided into several elements.
They are sociocultural, competition, natural/environmental, technological, political,
economic, and demographic (Kotler & Keller, 2012). While these environmental
factors for research are repeatedly mentioned, AL-Tabbaa, Leach and March (2014)
and Patterson and Radtke (2009) propose that an understanding of context is best
15

achieved by dividing it into its inner and outer realms in order to simplify the study
of context. The internal context consists of the culture, structure, practices, and
resources of an organization. The outer context is broken up into several elements
such as economic, demographic, and political for research and analysis. The
literature concerning nonprofits adds yet another factor that is crucial in their
context: audiences. Owing to their inherent nature, the competitive environment,
and limited resources, nonprofits have a broad and complex web of community
relationships that must be initiated, cultivated, maintained, and rewarded in order
for nonprofits to sustain themselves and thrive.
The result of an investigation into context, according to the classic strategy
approach, is a SWOT analysis that indicates the strengths (S) and weaknesses (W)
of the organization, and the opportunities (O) and threats (T) existing in its external
environment. The remainder of this section of this chapter begins with a review of
the pre-planning phase followed by a discussion of the environmental factors—
sociocultural, political, demographic, technological, and audiences—which affect
strategic communication planning, management, and practices.
Prior to embarking on the actual planning process, an organization should
examine its inner context. This preparatory exercise includes two tasks: (1) a
review of the mission and values of the organization, and (2) a communication
audit. The mission statement is the most important message a philanthropic
organization gives to the public. It communicates the values of the organization
(Levinson, Adkins & Forbes, 2010); it should articulate the values that engendered
16

it in the first place (Grace, 2005). It inspires and attracts audiences who share its
values (Levinson, Adkins & Forbes, 2010). It crystalizes not just what the
organization does (function) or the issue the organization hopes to address, but also
who the organization is (purpose; reason for being) (Grace, 2005). It serves as the
inducement that motivates charitable giving (Minkoff & Powell, 2006). As such, it
is the cornerstone of the strategic communication plan (Wiggill, 2011; Patterson &
Radtke, 2009). The goals and agendas attached to a mission serve to rally, engage,
and enroll workers, volunteers, and donors (Minkoff & Powell, 2006). For this
reason, the organization must examine its mission statement to ensure that it
reflects at the present moment the values on which it was founded (its reason for
being).
Much has been written about how to craft a mission statement. To
summarize, a mission statement should be succinct, powerful, and written in a
passionate way. Meehan (2008) cautions against giving in to a desire to sound
grand, a misguided effort that results in loss of focus and expressing the mission in
too broad terms. The results of a survey of nonprofit communication practitioners
support the need for clear mission statements: clarity improves brand recognition
(Liu, 2012). Describing the mission in a passionate way has worked well in the forprofit world, observes the nonprofit consultant Grace (2005). Indeed, corporate
communication strategists van Riel and Fombrun (2007) acknowledge the role of
emotional appeal in evoking positive responses among stakeholder groups. Noting
this success, Grace (2005) argues forcefully for adopting values-based mission
17

statements in the nonprofit sector and gives precise instructions for writing or rewriting one. Grace (2005) specifically recommends resisting starting the statement
with the organization’s name and the use of the infinitive after the organization
name. For example, the mission of XYZ Charity is to feed the hungry. Such a
statement lacks effervescence. It also increases the risk of readers reacting to the
organization’s name and never getting to what the organization does, how it does
what it does, or its values. In crafting the mission statement, values (or need)
should be positioned first and then the function and organization name, as shown in
Grace’s (2005) partial example below:
Next to the human face, hands are our most expressive feature. We
talk with them. We work with them. We play with them. We comfort
and love with them. An injury to the hand affects people personally
and professionally. At Vector Health Programs, we give people back
the use of their hands (p. 7).
Written this way, explains Grace (2005), the opening sentences are more
likely to capture the reader’s attention before stating how and which organization is
doing what.
The mission statement is the most important message a nonprofit can give
to the public. The values embodied in the statement should also be reviewed. This
issue of values is highly significant because NPOs operate on the basis of values
shared with communities. According to Schmidt, Conaway, Easton & Wardrope
(2007), mutually shared values give us guidelines about what things mean, what is
18

important, and what should be done. The sharing of mutual values produces unity
of purpose through the public identifying strongly with the organization (van Riel
& Fombrun, 2007). The goals attached to mission provide nonprofit stakeholders
the satisfaction of seeing their values put into action (Minkoff & Powell, 2006).
If shared values are important generally, for diaspora groups in particular
this issue of shared values is even more so. Will the values cherished by a group
steeped in its home culture resonate with the public in the host culture? The
organization should be aware of how its own cultural values affect its perception of
itself and others so as to better understand the sociocultural environment. To
examine and understand community identity, de Moya Taveras (2011) suggests
using Puddifoot’s (1995, cited in de Moya Taveras, 2011) six broad elements:
1. Locus (the perception of the limits of the group)
2. Distinctiveness (the perception of how the group differs from others)
3. Identification (the perceived sense of belonging and attachment to the
group)
4. Orientation (the degree of personal involvement and investment in the
present and future of the community)
5. Evaluation of the quality of community life
6. Evaluation of community functioning
For diaspora organizations, recognizing mutual values with key publics
assumes a certain level of intercultural communication competence. To achieve this
competence, an organization needs to identify its own internal barriers to
19

communicating cross-culturally. Jandt (2010) identifies six such blocks: anxiety,
assuming similarity instead of difference or vice versa, ethnocentrism, stereotypes
and prejudices, nonverbal misinterpretations, and language. Another means for
gaining an understanding of the public’s perspectives is to exercise empathy in
dealing with the public. Being mindful is yet another means for communicating
effectively across cultures. Proposed in Ting-Toomey’s Face Negotiation Theory,
Griffin (2012) summarizes mindfulness as:
being particularly aware of our own assumptions, viewpoints, and
ethnocentric tendencies in entering any unfamiliar situation.
Simultaneously, mindfulness means paying attention to the
perspectives and interpretive lenses of dissimilar others in viewing
an intercultural episode (p. 417).
The second task to be performed prior to embarking on the strategic
communication planning process is a communication audit. Patterson and Radtke
(2009) promises that a communication audit will pinpoint communication
management problems and flaws in actual communication vehicles. The audit
process involves examining the mix of communication, behavior, and symbolism
that an organization uses to project its identity unto the public (van Riel &
Fombrun, 2007). An organization’s projected identity matters because it creates
identification, a concept well-used in corporate communication planning.
Identification is the force that unifies stakeholders around a purpose (van Riel &
Fombrun, 2007). The concept of identification could be used by nonprofits in much
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the same way for similar effect. The more strongly constituencies identify with the
organization, the more likely they are to support it. In the hope of increasing the
sharing of organizational purpose and values with the public (identification),
organizations utilize a range of media, verbal communication, and symbols to
project their identity unto the public. It is this identity mix that is the object of the
communication audit.
At the outset of the communication audit, all materials produced by the
organization should be gathered for review. Vehicles to be assembled include but
are not limited to financial plans, human resource plans, development plans,
technology plans, annual reports, email, press releases, speeches, logos, letterheads,
signage, brochures, membership applications, and print versions of key pages from
websites. And since social media tools are now ubiquitous among nonprofits, they
too should be evaluated.
Approaches to conducting a communication audit range from simple to
comprehensive. A simple audit involves gathering all existing communication
vehicles and evaluating for consistency and impact (van Riel & Fombrun, 2007).
Vahouny (2009) extends this simple audit by adding that the actual communication
vehicles can be laid out on top of a table and evaluated. In a different approach,
Patterson and Radtke’s (2009) offer a comprehensive five-step methodology for
conducting an audit. The steps are (1) planning the audit, (2) conducting interviews,
(3) reviewing inventory and performing analysis, (4) presenting the findings, and
optionally (5) conducting additional research if necessary. Personal interviews are
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conducted with a variety of constituencies to determine if the organization’s
communications engage and inform them. Existing communications are reviewed
for content, messaging, and design effectiveness; existing communication
management is reviewed for cost effectiveness in the areas of content, editorial
review, design and production (Patterson & Radtke, 2009).
According to Vahouny (2009), Lauer (1996), and Patterson and Radtke
(2009), an audit examines the unity and quality of the design of all documents—
hardcopy and electronic. The latter reside mostly on Internet-related platforms,
specifically social media platforms, which were rapidly adopted by nonprofits.
Evaluation of social media platforms should also be addressed since they
are communication vehicles. Kim et al. (2014) drew on the five dialogic principles
formulated under dialogic communication theory as a guide to evaluating websites
and social media sites. The five principles are (1) a dialogic loop (the opportunity
for feedback from the public to the NPO), (2) usefulness of information, (3)
generation of return visits, (4) ease of use of the interface, and (5) conservation of
visitors (the organization of the site so as to keep visitors in the site rather than
sending them off to third-party sites). These principles can be adopted for use in
auditing social media sites.
Altogether, the data gathered from the research of the internal context—
mission and values, and the communication audit—will reveal the strengths and
weaknesses of the communication effort, and inform recommendations for its
improvement. Following the internal review, the next step in the strategic
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communication plan development process is the examination of context. The
purpose of this environmental examination is to gain information about the forces
that could influence the organization and the communication plan. The external
context is comprised of forces, negative or positive, over which an organization has
little to no control. The better the organization understands its operational context,
the more effective it will be for within this context lie potential opportunities for
and threats to the organization. As Minkoff and Powell (2006) state it, one of the
most fundamental challenges for NPOs is to be responsive to environmental shifts
while maintaining fidelity to mission on one hand and accountability to their
internal bases of support—their key publics—on the other. The key therefore,
according to Patterson and Radtke (2009), is “to identify and understand these
forces and to develop appropriate responses to them” (p. 51).
The forces that comprise the external context include sociocultural,
political, economic, demographic, technological, and audiences (Kotler & Keller,
2012; Patterson & Radtke, 2009). Those forces are dynamic and nonprofits should
be monitor them continually in order to sustain themselves and thrive. The
following is a brief overview of these trends as they concern nonprofit relationships
and communications.
Sociocultural. Culture affects how messages are constructed and interpreted
and also how people communicate and interact in a society (de Moya Taveres,
2011). Changes in the social and cultural fabric of society have the potential to
impact nonprofits, their work, and their relationship with constituents. Consultants
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such as Patterson and Radtke (2009) therefore advise nonprofits to constantly
monitor the environment for such changes. One broad trend worrying the
philanthropic sector is the sharp accumulation of wealth at the very top of society
and the resulting inequalities in society today (Skocpol, 2016; Chronicle of
Philanthropy, 2016). The effects are reverberating throughout society and world of
nonprofits. According to a report by Skocpol (2016) from a politics symposium
organized by the American Political Science Association, rising prodigious wealth
has spurred the professionalization of philanthropic sector. It has attracted expert
consultants and other professionals who, framing philanthropic giving as
investments, advise their wealthy clients where and how to give. The enterprising
donors have come to regard their giving as investments. At the same time,
foundations have proliferated as many donor families set up foundations as part of
their tax planning strategies, to magnify their giving, and to amplify their voices in
public affairs.
The consequences for nonprofits are profound. Nonprofit operations are
being subjected to an unprecedented level of scrutiny by enterprising donors
seeking assurance of a return on their “investment.” Nonprofits are becoming more
professionally run as they require certain levels of expertise in their staff to
implement and track measures of effectiveness in order to satisfy their “investors”
(Huang & Powell, 2009). There is worry that the obsession of many funders with
metrics and measurements may cause nonprofits to lose focus and drift away from
their organizational goals (Chronicle of Philanthropy, 2016).
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Political. The sharp rise in wealth accumulation by the top tier of society, as
stated above, is also having political reverberations. With a minimum giving
capacity of $1.2 trillion in 2014 (Goss, 2016) and allowed enormous tax benefits
under IRS rules for nonprofits, these wealthy philanthropists have been able to
amplify their values and choices in public affairs. Their influence in partisan
politics has produced a polarization among people of differing political leaning
(Teles, 2014). In the nonprofit sector, one finding is that politics affects board
dynamics. Responses to Liu’s (2012) survey of nonprofit communication
practitioners show that when board members are politically active, the public
relationships of the nonprofits with which they are affiliated can be affected.
In diaspora philanthropy, government policies and attitudes in the United
States affect the ability and ease of international giving (Johnson, 2004).
Specifically, U.S. tax regulations and security concerns impact the prospects and
practices of diaspora philanthropy. At present, the tax laws encourage giving
through U.S. charitable organizations in order for donors, institutional or
individual, to receive a tax benefit. Security concerns since the September 11, 2001
terrorist attacks in the U.S. have subjected the international giving activities of
diaspora organizations to heightened scrutiny (Johnson, 2004).
On top of this, the fall-out from the hyper-politicized climate of the
presidential elections of 2016 with its campaign slogan “America First” could spell
disaster for organizations with an international or transnational focus, and
organizations that represent or serve minority and immigrant groups, if the
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campaign promises are kept. In A New Landscape, the Chronicle of Philanthropy
(2016) tells of these concerns of nonprofit leaders that the rancor of the campaign
and the divisiveness it produced bode ill for the sector.
In addition to staying aware of and coping with the political climate in the
host country, diaspora organizations must also monitor the political climate in their
home countries (de Moya Taveras, 2011). Johnson (2011) reports that government
policies in the home country present opportunities and challenges alike. The home
government may serve as a partner in providing solutions to social problems for
which diaspora groups fundraise in their respective host countries. It may serve as
the obstacle to get around in order to solve home country social problems.
Monitoring the political and legal environment helps charities anticipate
changes in regulatory requirements and government policies, shifts in government
support, and public sentiment. In the final analysis, one option that nonprofits can
exercise in order to sustain themselves is to understand the current political
environment and work within it (Teles, 2014).
Economic. There is a saying: “As the stock market goes, so goes giving”
(Chronicle of Philanthropy, 2016). Economic fluctuations affect income, savings,
debt, and credit and consumer psychology. These conditions in turn influence
levels of giving to philanthropic causes. For nonprofit organizations that depend on
donations, fundraising, and/or annual membership fees, adverse economic winds
impede their ability to advance their organizational goals and missions.
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With the anticipated change in government policies and ideologies when the
Trump administration takes office in 2017, nonprofits are concerned about cuts
threatened in campaign speeches in federal domestic spending in health care,
education, food stamps, and housing in particular. They are also concerned with
changes in tax policies: the charitable deduction, the standard deduction, and
income tax rates for example. The Chronicle of Philanthropy (2016) reports that
nonprofits feel pressured to fill in the gaps when government funding is pulled.
Economic pressures have driven nonprofits to rapidly adopt social media
technologies for low-cost communication (Kim, et al. 2014). They have also
resorted to crowdfunding, a low-cost fundraising technique, and back office
operations and space sharing (National Council of Nonprofits, 2015). So not only
does government spending force changes in where and how a nonprofit operates, it
also dictates the causes they champion. In a cascading effect, changes in structure,
mission, and goals effect changes in relationships and communication goals,
strategies, and tactics of nonprofits.
Demographic. Demographic forces focus on changes in the general
population. In the American Community Survey Report issued in May 2012, the
U.S. Census Bureau disclosed that as of 2010 Florida’s foreign-born residents—
residents who are not citizens by birth—stood at 9.2 percent of Florida’s total
population of 18.8 million. The Bureau also reported higher fertility rates among
foreign-born women than among native-born women. As a result, diversity of the
population is a growing and salient feature of U. S. communities (de Moya
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Taveras, 2011). Fueled by the campaign rhetoric of 2016, the perception of the
growing importance of diversity and multiculturalism in the demography of present
society has introduced a sour attitude on the part of some Americans towards
immigrant and minority groups (Chronicle of Philanthropy, 2016). For diaspora
groups, it will be especially important to focus carefully on how messages used to
target prospective stakeholders are constructed. In other words, the role framing of
messages assumes greater significance.
Technology. The impact of digital technology in strategic communication
planning and management cannot be overstated. In the words of communication
theorist Marshall McLuhan (1994), the medium is the message, an adage that
captures the idea that such is the power of technology that the medium and the
message become one. “The message of any medium or technology is the change of
scale or pace or pattern it introduces into human affairs” (p. 8). Nonprofits
therefore need to exercise much care in the selection of the medium used to reach a
targeted audience, since different audiences respond differently to different media.
For example, the medium chosen to communicate with Baby Boomers (people born
between 1946 and1964) would be different from that chosen for Generation Xers
(people born between 1965 and 1980) or Millenials (people born after 1980) since
each generation lives different experiences. Not knowing the targeted audience’s
communication preferences risks messages never reaching the intended recipients.
The literature covering information communication technologies and the
nonprofit sector is burgeoning. Technology-driven media offer low-cost ways to
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reach as broad or as narrow segments of the public that an organization would
target; they reach the public far and wide with dazzling speed; and they facilitate
organization-public interaction offering the potential for organizations to deepen
relationships with their stakeholders through real-time feedback. In spite of those
rosy advantages, those technologies play limited roles in nonprofit/stakeholder
relationships due to scarcity of human and financial resources at nonprofits.
In addition to the reach, speed, and interactive character of Internet-related
technologies, the attributes of a medium is another important aspect to consider.
According to Kim et al., the attributes of a medium determine its suitability to a
communication function. For instance, Facebook facilitates message posting,
comments, “likes,” text/video chat, and email. Twitter specializes in tweets, which
are short texts of a maximum of 140 characters. Therefore Facebook is well suited
to two-way communication or dialogue, which is useful to organizations for
communicating with stakeholders. Twitter is better suited to one-way
communication, and as such is useful for information dissemination including
amplifying messages and publicizing achievements. Kim et al. (2014) conclude
that although by definition all social media are interactive, communicative, and
social, some media exhibit qualities that excel in one area than in others. It is
important to consider each medium’s attributes relative to the need of the
organization.
In addition to considering the effect of technology on media selection and
messaging, nonprofits must also consider economic aspect of technology in
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strategic communication planning. Technology-related tools were rapidly adopted
and implemented by nonprofits since their set-up call for relatively low-tech skills.
A social media site or website is easy and inexpensive to create; however, the
maintenance of these sites can be costly in terms of time and labor (Kim et al.,
2014; Zorn, Grant & Henderson, 2013). Making a site interactive and keeping it
current call for more sophisticated technical skills that nonprofits without in-house
talent and with tight budgets can ill-afford.
In summary, the choice of technologically driven media should be
determined by the communication needs of the prospective audience, the attributes
of the medium itself, and the organization’s available human and financial capacity.
Those organizations with a combination of good internal skills, and strong access to
external advice and skills fare best (Denison & Williamson, 2013). Applying
creativity and innovation to the choice and use of technology counteracts lack of
money (Grassie, 2011). Researchers Kim et al. (2014) conclude that
Especially for organizations that cannot afford costly PR campaigns
or programs, the Internet is the most cost-effective and efficient
communication tool for disseminating messages to a mass audience
as well as the most interactive communication channel for dialogic
interactions between organizations and stakeholders (p. 592).
Key Audiences. Variously labelled stakeholders, audiences, key publics,
communities, or constituencies for example, audiences are all individuals, groups,
and entities concerned with or impacted by the issue (mission) of a NPO.
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Stakeholders include board members, general members, volunteers, individual or
institutional activists/advocates for and against the nonprofit’s work, competing
nonprofits, government agencies, community groups and leaders, the media,
educators, parents. For diaspora nonprofits, de Moya Taveras (2011) adds to the
above list of possible audiences, diaspora communities (their own and others),
ethnic organizations, and ethnic press. And in the home country, stakeholders
include but are not limited to politicians, government agencies, and the national
press.
Nonprofits have complex relationships with stakeholders as their
stakeholders are closely involved with the achievement of organizational goals
(Wiggill, 2011). Nonprofits play a significant role in identifying, assessing, and
addressing community needs. To succeed in these roles, they depend on
communities for volunteered time, effort, and money. Research on stakeholders and
their issues is therefore a very important factor for effective management (Wiggill,
2011). Knowing the audience marks the beginning of building the lasting and
mutually beneficial relationships with stakeholders that Bowers (2000), Naude
(2001), Dyer, Buell, Harrison and Weber (2002), and Wiggill (2011) propose are
key to NPO success.
To reach the audiences that are mission-critical in a strategic way means
those audiences must be identified, targeted, assessed on their risk to the reputation
of the organization, and ranked in order of their value to the mission of the
organization. Stakeholder identification methods include research using media and
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the Internet (Henley, 2001; Bonk et al., 1999), segmentation (Patterson & Radtke,
2009), and/or exploiting existing stakeholder/NPO relationships (Wiggill, 2011).
While Henley (2001) offers no specific how-to details, Patterson and Radtke (2009)
suggest target audiences of charitable institutions can be found in the active public
(individuals who are already crusaders for the cause of the nonprofit), the engaged
public (individuals who already know about the nonprofit but are not yet
committed to its cause), and the aware public (those individuals are the most
detached. They already have a passion for the cause and could be potential
members). Both the research method and the segmentation method, however,
require searches of commercial databases that could be pricey and time-consuming.
These methods require professional skill, which many small nonprofits do not have
in-house or can ill-afford.
All is not lost however. In a research into the everyday experiences of
nonprofits, Wiggill (2011) discovered that they already have a good idea who their
stakeholders are and contends that what is needed is a formalization of the
stakeholder information acquisition process in a manner that would allow
nonprofits to develop customized and consistent responses to their stakeholders’
specific needs, expectations, and issues. By standardizing the way in which
nonprofits acquire information about their key stakeholders, a profile of each key
stakeholder can be created. Both Wiggill (2011) and Patterson and Radtke (2009)
recommend identifying influential representatives in each key stakeholder group
and listing them by name in order to engage them in dialogue.
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After all stakeholders are profiled, they should be ranked on two criteria:
Their importance to the organizational mission and their risk to the organization
(Wiggill, 2011). Stakeholder attributes to consider include income, education,
family size, and preferred mode of communication, for example. It pays to also
consider how having or losing a particular stakeholder will impact the resources—
time and cost—of the organization. From this ranking, the top five stakeholders
will be selected (Patterson & Radtke, 2009).
In conclusion, the research of the context, which is comprised of the
sociocultural, political, economic, demographic, technological, and audiences is a
imperative. Nonprofits need to study the changes in their context in order to
anticipate what those changes mean for their missions and programs.
Step 2. Formulation. The preceding section of this chapter, Step 1,
reviewed the environmental factors with the potential to influence nonprofits and
their communication plans. The factors, which should be researched prior to
creating the strategic communication plan, define the context within which an
organization operates. In this step, the organization determines what strategic
options are available for adoption. A strategy is a course of action an organization
formulates and uses to achieve its planned objective (AL-Tabbaa et al., 2014).
Courses of action are embodied in goals and objectives.
Goals and Objectives. Goals and objectives flow from the mission
statement. They describe how an organization intends to achieve that mission.
Commonly used interchangeably, goal and objective statements have different
33

attributes, are used at different stages in the planning process, and serve different
purposes (Norman, n.d.). A goal is a broad statement indicating what the
organization hopes to achieve, but the statement does not specify how that goal is
to be achieved. The purpose of goal setting is to give direction to the enterprise’s
efforts. Once a goal is set, objectives should be formulated to support it.
Objectives, on the other hand, are the exact steps the entity must take to
reach its goals. An objective “is a precise, measurable result that contributes to the
achievement of the goal” (Patterson & Radtke, 2009, p. 77). Objectives can be used
to measure progress towards reaching the goals which they support. It is therefore
important to use precise verbs such as increase, inform, enlist, or mobilize in their
formulation. “Communication objectives focus on changing specific knowledge,
attitudes, or behaviors in the audience” (Patterson & Radtke, 2009, p. 77).
For each objective, desirable strategy options are determined, each option is
evaluated, and then one is selected (de Wit & Meyer, 2010). Strategies supply an
additional layer of specificity to objectives. It is important to list the strategies and
tactics, if necessary, to specify the exact steps that will strengthen each objective.
For example, a strategy might be “Use print media for publicity.” The tactic might
be “Put a press release in the local paper each week for three months.”
The research phase, including identifying key stakeholders, their needs and
expectations, and risks to the organization, supplies NPOs with the information
necessary for selecting optimal strategic communication goals, objectives, and
strategies. These communication goals, objectives, and strategies should be aligned
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with organizational goals and appropriate for each key stakeholder group. Just as
mission is the foundation of the strategic communication plan, stakeholders are the
indispensable factor that fulfills the mission. For this reason, Wiggill (2011)
recommends placing the priority audiences at the heart of the plan. All issues
connected with them should be compiled—who they are, by name (Patterson &
Radtke, 2009); their issues, their risks to the reputation of the organization; as well
as their individually crafted communication goals, objectives, and message themes
(Wiggill, 2011). The recommendations for the presentation of the data are a matrix
format showing key stakeholder groups by all related issues (Wiggill, 2011) or in
profile format with one stakeholder and all related issues per profile sheet
(Patterson & Radtke, 2009).
Message Development. The heart of efforts to reach key audiences lies in
messages (Patterson & Radtke, 2009). Creating a message that communicates the
mission or issue(s) of the organization is simply not enough, according to Henley
(2001). “Just getting the word out” is simply not an option (Wiggill, 2011). Like
objectives, separate messages should be created for each group of stakeholders. The
values at the core of messages, however, must be consistent across all stakeholder
groups.
Even while maintaining consistency, messages may be framed and reframed to resonate with the targeted stakeholders. Message framing is a device
drawn from communication theory and is a process that involves the promotion of
particular attributes (the salience) associated with an issue (Entman, 1993). For
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example, asking for a donation could be framed not as a gift to an organization but
through the organization thereby leaving the donor feeling that its gift directly
alleviates the issue (the mission) in question with the help of the organization
(Grace, 2005). Knowing the target audience aids in selecting the appropriate frame
for an issue to present to and therefore potentially influence the audience
(Scheufele, 1999).
“Well-crafted and executed messages evoke trust, respect, and liking” (van
Riel & Fombrun, 2007, p. 75) and lead audiences to identify more strongly with an
organization. To be effective, messages should possess the following qualities:
They should be personal and emotional. It is important to put a human face on the
work an organization does. An anecdote is a useful communication device for
doing so (Patterson & Radtke, 2009), and it should be repeated frequently.
Messages should be values-based. Bonk et al. (2008) and Grace (2005) argue in
favor of crafting values-based messages. They point out that people will support an
organization in as far as they share the organization’s values.
To be well-crafted, Patterson and Radtke (2009) recommend that each
message should have three parts: the issue, the desired change [why should your
audience care], and an action step that the audience can take. The message should
be written as a complete sentence or two, using the most persuasive language, and
the word “you” at least once.
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In conclusion, messages are at the heart of the relationship between an
organization and its key audiences. Consequently, its messages should be personal,
reflective of shared values, consistent, and frequent.
Step 3. Implementation. In Step 1, the environmental factors that impact
NPOs

and their communication plans were reviewed. Step 2 concerned the

formulation of strategic options. In this step, the selected strategic option for each
stakeholder group is translated into a number of concrete activities, which are then
carried out. The activities include selecting strategies and vehicles for message
dissemination, developing schedules and timelines, setting the budget, and
assigning human resources (de Wit & Meyer, 2010). Some organizations include
contingency plans for specific developments. It is important to document all these
and preceding steps in writing so that all involved in the project will have the same
information. This promotes consistency, focus, and teamwork.
Strategies for disseminating messages must be formulated and distribution
channels selected according to the communication needs of the targeted key
audience. Channel possibilities range from the traditional to Web 2.0-based digital
technologies. Traditional outlets include news media—print, radio, television.
Effective communication through news media require investing a significant of
time in developing relationships with journalists (Bonk et al., 1999), a media
relation strategy that communication specialist Lauer (1993) warns is not costeffective and likely prohibitive to volunteer-managed organizations hobbled by
lack of funds and technical expertise.
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Web 2.0-based technologies include social media and social networking, email, websites, blogs, wikis, podcasts, video sharing services, photo sharing
services, RSS feeds, voice over Internet, and online collaboration tools (Zorn et al.,
2013). By far, e-mail and websites are the most popular with nonprofits; for many,
the more advanced capabilities of Web 2.0 remain aspirational. However, if money
is a concern, Kim et al. (2014) advise that social media offer the most economical
messaging outlets.
Examples of strategies include a digital media strategy, a social media
strategy, or a media relations strategy. Whatever the strategic option used, it must
match the needs of the targeted key audience.
Step 4. Measurement and Evaluation. While evaluation occurs initially
after the implementation of a plan, its role henceforth is essentially that of
watchdog continuously on guard for misalignments or inefficiencies occurring
during all preceding planning steps (Wiggill, 2011). Once the plan has been
implemented, it is necessary to assess its progress, successes, and failures. Both the
communication activities and the impact of the chosen communication activities
should be evaluated. The evaluation can be achieved by listing the measurable
aspects of the impact of each objective and the measurable aspects of each activity
(Patterson & Radtke, 2009).
Usability Testing
No plan is complete without testing its usability or usefulness. The usefulness
of a product concerns the degree to which it enables a user to achieve his or her
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goals, and is an assessment of the user’s willingness to use that product at all.
Testing the usefulness of a product, according to Rubin & Chisnell’s (2008)
Handbook of Usability Testing, involves the following steps:


Develop the test plan: Decide on the objectives of the test as this will
influence the size and type of participants, the test method, and the
presentation of the findings. Craven and Booth (2005) suggest several
reasons for performing a usability test. They include testing the utility of
a resource, testing users’ perception of a resource, or testing specific
functions such as searching and navigating a document or website.



Set up the test environment. The test site depends on the type of testing
undertaken. For instance, if testing a website navigation, a site equipped
with a working computer is required.



Select the test participants: The number and type of participants depend
on the type of testing and the test objectives. Craven and Booth (2005)
recommend using a small number of participants if the objective is to
pin-point usability errors of a particular feature or resource. The
participants should be given a full explanation of what is expected of
them prior to the testing: aims of the test, resources to be tested, how the
session will proceed. A question and answer session should be done to
clarify any concerns of participants.



Prepare the test materials: These include all materials necessary to
carry out the test and are dictated by the type of test.
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Conduct the test: Testing methods include observation and interviews.
Observation is a useful method for gaining insight into the usability of a
resource. The session would include a facilitator and an observer.
Ideally, while the facilitator sits with the participant and directs the
testing, the observer watches the process remotely undistracted by the
actual testing. Interviews provide qualitative data on emotion, feelings,
and experience regarding the type of information provided and the lived
experience of finding the required information.



Debrief the participants: At the end of the test session, materials used
for testing such as questionnaires are collected for analysis. Interviews
are also used.



Analyze the data and observations: For a small study, data gained from
the testing session can be analyzed manually (Craven & Booth, 2005).



Report the findings: The report findings depend on the type of testing
undertaken. They could include a summary of the main usability issues,
conclusions, and recommendations.

Even under the best conditions, a usability test of a product or service does
not guarantee the success of the product or service. This is because testing is
always an artificial situation; test results do not prove that a product works (Rubin
& Chisnell, 2008).
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Summary
This chapter explored concepts and theories surrounding strategic
communication planning and management from business, communication, and
nonprofit literature in order to expose the elements that are critical to a robust
strategic communication plan. It also introduced the client for whom a strategic
communication plan is to be developed. The following chapter, Chapter 2, will
detail the steps the researcher followed to create the plan.
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Chapter 2.
Methodology for Project Development

Overview
The intent of this chapter is to explain the method used to design the
strategic communication plan for DASCI. The chapter discusses the need for the
project, describes the process used to develop the content of the strategic
communication plan, outlines a typical plan, and finally, describes the method used
to assess the usability of the plan document.

Analysis of the Need for the Project
DASCI

is a nascent charitable organization with a transnational focus.

Founded in 2003 in Florida and qualified as a 501(c)(3) public charity under the
IRS tax code in 2014, the organization’s stated mission is as follows:
To foster cooperation and goodwill among Dominicans, Caribbean
peoples, and fellow Americans through (a) promoting educational,
recreational, and social interaction, (b) sponsoring charitable
programs for the needy in Dominica and the US, and (c) preserving
and celebrating Dominican culture.
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Though a strategic plan was never created, DASCI wrote and adopted five
organizational objectives (listed in Chapter 1). To fulfill those objectives, DASCI
created three annual fundraising events, hosted a few educational seminars, and
organized member only socials. However, the organization’s ability to achieve all
five objectives has been hampered for several reasons: lack of funds and human
resources, and the absence of a communication plan.
Lack of funds: Funding for the organization’s initiatives comes mainly from
its membership, which totals approximately 45, in the form of annual dues and
from funds raised at its events. An inflow of new money could be gained from
increasing its membership and marketing efforts.
Human resource limitations: As is the case with many small charitable
institutions, DASCI survives on volunteerism. The seven members that comprise its
board of directors shoulder all managerial, executive, and administrative functions.
General members assist the directors by serving individually or on committees on
an as needed basis. All members, general and board alike, volunteer their time
while balancing their assignments with family and/or work life. In addition to
having no paid staff, DASCI has no central office. Therefore members perform all
duties in their homes using their personal computers, telephones, and social media
accounts. The income from membership dues and fundraisers is too little for the
organization to even consider purchasing professional services, such as accounting,
and information, communication and technology-related (ITC) services.
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Another human resource issue of concern is the demographics of the
membership. The majority of the members are senior citizens. This issue speaks to
the need to locate younger people willing to donate their goods, time, skills, talents,
and money and who also fit the criteria for membership in the organization. This
issue of age also poses challenges of intergenerational collaboration and
communication across the generational divide within the membership. Pinnock
(2013) suggests the older members empower the younger members to speak to and
on behalf of the organization.
On top of no budget and volunteered time only, DASCI functions without a
written communication plan to guide its efforts in a strategic way. The marketing of
its events, and recruitment of members and prospective donors rely on one strategy:
leveraging member relationships with stakeholders. The member/stakeholder
relationship is maintained at the discretion of each member, who relays messages
and information from the group to the stakeholder using whatever medium that is
convenient or available. Initiating, building, and maintaining relationships in this
informal way means that the organizational messages may or may not be conveyed,
may be directed at the wrong audience, and may be inconsistent across key
audiences.
DASCI

needs assistance in identifying and prioritizing key audience groups,

and incorporating their issues and communication needs into the plan, developing
SMART strategic communication goals and objectives, crafting messages that are
appropriate to each key audience group, analyzing and selecting media through
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which those messages will be channeled, and implementing the plan. These
challenges are precisely those addressed by a strategic communication plan.

Research method and rationale
To guage the scope of DASCI’s communication challenges, practices, needs,
constraints, and operations, the researcher needed to investigate DASCI’s internal
and external contexts, the first course of action recommended by Wiggill (2011)
and Patterson and Radtke (2009). Questions were developed to guide the interviews
with the selected participants. I used qualitative research methods to find answers
to the questions. A qualitative approach is the most appropriate method to explore
reasons and motives. “Qualitative research is suited to promoting a deep
understanding of a social setting or activity as viewed from the perspective of the
research participants” (Bloomberg & Volpe, 2012, p. 27).
Specifically, the methodology was a mix of interviews and action research.
The interviews utilized open-ended questions asked during semi-structured sessions
to allow all participants to speak freely and at length. In addition to the interviews,
the researcher felt that adding action research would provide some added benefit to
the research participants who are members and directors of DASCI and the
researcher. Action research is an iterative process of enquiry between the researcher
and participants. Both parties remain open to fielding further questions and
supplying answers or clarification or additional information that serve to increase
organizational knowledge and explore possible solutions (Zorn et al., 2013). Since
the researcher is a current member of DASCI and already has established
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relationships with the selected participants, it was more valuable to involve the
participants in the research for the project rather than have them be the subjects of
the research.
The Participants
The total number of research participants was 11. They were broken into
three groups: the seven member of

DASCI’s

board of directors; three ordinary

members of DASCI; and one participant who represents an organization that exists in
DASCI’s

external context and plays an important role in education in Dominica.

For the breadth and depth of their experiences with the organization, the
members of the board of directors were the participants purposively chosen for this
project. DASCI’s board of directors consists of three married couples and one other
director. The positions they hold are president, vice-president, secretary, treasurer,
and activities director. These five directors are elected by the general membership
for a two-year term. The other two directors are appointed by the board. Together,
they seven directors shoulder the managerial, executive, and administrative
functions of the entity. In addition, since at least three of the directors are founding
DASCI

members, and the others have long tenure at the organization, they form a

ready reservoir of institutional knowledge. For these reasons, the members of
DASCI’s

board of directors were interviewed and engaged in action research.

The second group consisted of three DASCI ordinary members. They
represented the stakeholder group that is key to DASCI because their annual
membership dues are DASCI’s most reliable source of revenue. They staff the
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annual events and perform small administrative tasks as requested by the directors.
The ordinary members group is made of some retirees, some individuals who still
hold full-time jobs, and the younger members (members below the age of 55). One
of the participants was a working single mother who relies on the group for social
interaction; the second participant was a young female professional who is critical
of the group for its resistance to new ideas; and the third is a founding member who
is considered moderate and open to new ideas. They too were purposively selected
to provide their thoughts and views on DASCI’s internal culture. While the ordinary
members are not involved in a significant capacity with the everyday problems of
running the organization, their distance could provide an outside perspective that
could be useful.
The third group consisted of a single participant who is from the education
sector in Dominica. The participant is representative of a key stakeholder group
that the researcher felt had been overlooked. According to de Moya Taveres (2011),
the government in the home country is often a candidate stakeholder of a diaspora
group. Therefore, when an entity formed by the national government of Dominica
and with a purpose central to DASCI’s goal was discovered, it made sense to include
that stakeholder in the research of context. The stakeholder is the Education Trust
Fund (ETF), a social assistance provider based in Dominica with the express
purpose of assisting high school children with their education expenses. To gain an
understanding of the ETF’s operation and to explore opportunities for
collaboration, the researcher interviewed the chairman of the ETF.
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Materials
Questionnaires were developed to guide the interviews with the seven board
members. The interviews were semi-structured using 10 open-ended questions and
were conducted in face-to-face sessions. The interview questions were developed
from suggestions of Patterson and Radtke (2009) to probe the perceptions of the
directors of their communication experiences, strengths, and weaknesses, and
contextual influences. The interview guide listed the following questions:
1) Do you believe the mission statement is an accurate reflection of DASCI and
the work it does?
2) What is your vision for DASCI?
3) How would you describe DASCI in 20-25 words?
4) By definition a goal is a broad statement that indicates what an organization
hopes to achieve. An objective statement spells out exactly how the
organization plans to achieve that goal. On the basis of this definition, how
would you revise DASCI’s “organizational objectives?”
5) Who are the key groups DASCI needs to fulfil its organizational goals?
6) How much contact and what type of contact does DASCI maintain with these
groups?
7) What are DASCI’s strengths?
8) What are DASCI’s weaknesses?
9) What unique opportunities do you see for DASCI over the next year?
10) What threats does DASCI face?
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The three ordinary members were interviewed separately by telephone.
They each answered two open-ended questions that were related to their history
with DASCI and their views of its operations and culture. Each interview lasted 30
minutes and was recorded for qualitative analysis.
The interview with the chairman of the ETF was also semi-structured. He
was asked to describe the ETF, its mission, and operations.
Procedure
The interviews of the members of the board of directors took place in their
homes in January - February, 2017. Since three married couples serve on the board,
those couples were interviewed together. The other director was interviewed
separately. Each interview was scheduled to last two hours; longer, if necessary.
The researcher provided each participant with a copy of DASCI’s mission statement
and its organizational objectives prior to the interview. The participant was given
time to read through the statements and to question the researcher. The interview
then began. The interviews were audio-recorded to ensure that the data were
reliable for later qualitative analysis.
The interviews with the ordinary members took place in January 2017. The
time was pre-arranged at the convenience of the participant to ensure there would
be no interruptions. The researcher called the participant. Prior to posing the
questions, the researcher explained the purpose of the study, then the participant
was invited to ask the researcher for any clarifications. The interview then
commenced, lasted for about 30 minutes, and was recorded for analysis.
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The interview with the chairman of the ETF board took place on March 5,
2017 by telephone since he resides in Dominica. It lasted approximately 45
minutes. The aim was to gather basic information about the ETF including the
purpose and nature of its programs. The researcher took notes during this interview.
Data Analysis
A first step suggested by Bordens and Abbott (2008) in analyzing
qualitative data is to identify themes. I therefore used the theme technique to
analyze the responses to the questions posed to DASCI directors and members. I
treated the responses of the directors separately from those of the ordinary
members. Within each of those two groups and to ensure that I was comparing
responses to a question by one participant to those of another participant to the
same question, I asked the 10 questions in the same order at each of the interviews.
In the case of the couples, I would ask the question and each spouse answered in
turn.
An emic perspective compels the recognition and acceptance of
multiple realities. Documenting multiple perspectives of reality in a
given study is crucial to an understanding of why people think and
act in the different ways they do (Fetterman, 2009, p. 547).
On the other hand, the researcher could take an etic perspective. “An etic
perspective is an external, social scientific perspective of reality (Fetterman, 2009,
p. 548). Given that the nature of the information sought was about views and
experiences about the culture and practices of an organization, taking the emic
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perspective made more sense to me. All the interviews with DASCI’s ordinary
members and board members were audio-recorded. I replayed the interviews
checking for commonalities and differences in the responses to each of the
questions. Engaging the board directors in action research afforded me some
opportunity to seek further clarification or confirmation when necessary.
Qualitative analysis, however, is subjective and contains bias since it deals
with perceptions of reality and the perspective the researcher might favor. Asking
the same questions to a number of participants, a technique known as triangulation
(Cresswell, 2014), was meant to minimize bias.
The themes garnered from participant responses and comments were taken
into consideration in the development of the strategic communication plan.

Content of a Typical Plan
A typical strategic communication plan contains the following sections:


Mission statement



Vision statement



A boilerplate description of the organization (20-25 words)



Organizational goals



The top five key stakeholder groups (with their issues, communication
preferences, message themes, the communication goals, objectives, and
strategies)
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Implementation plan



Evaluation

Usability Testing of the Plan Document
To ensure that the strategic communication plan will be a resource that
contributes to the achievement of DASCI’s goals, the plan document was tested for
overall usefulness. Since the members of DASCI’s board of directors manage,
execute, and administer all functions of the entity, they will be the primary users of
the document. Therefore the participants for the test were selected from among
them. I selected three: the president, who represents the organization publicly at all
its events, the activities director who works DASCI’s web of relationships to plan
and execute all events and member socials, and the secretary.
The selected participants were apprised of the aim of the test, their roles,
and the process of testing. They were encouraged to ask questions should they have
any concerns. Subsequent to this preliminary phase, each was provided a copy of
the document and given one week to review it. Each participant’s feedback was in
the form of comments marked directly on the document as the participant goes
through it. In addition, each was encouraged to provide additional written
comments or a summary of their perceptions or feelings, for example, about the
plan.
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Summary
The purpose of this chapter was to describe the method by which a strategic
communication plan was developed for DASCI, a nonprofit. To begin the
development, the researcher sought an understanding of the perceptions, reasons,
and motives behind the organization’s communication practices. To gain this
understanding, the researcher used a qualitative approach since it is the method
most favorable to promoting deep understanding of this nature (Bloomberg &
Volpe, 2012). The ordinary members were selected to give their views on DASCI’s
operations and internal culture. The members of the board of directors were
selected based on their deep and lengthy involvement with and knowledge of
DASCI.

In addition to gaining insight into their perceptions of their realities in order

to design the communication plan, the researcher asked three participants—the
president, the secretary, and the activities director—to contribute their views on the
utility of the actual plan document. Since the board members will be the primary
users of the strategic communication plan, gaining their buy-in increases the
likelihood that the document will be used for the purpose for which it is intended.
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Chapter 3.
Findings
DASCI

attained 501(c)(3) status in 2014. Although a mission statement and

organizational “objectives” were created, the entity did not develop an
organizational strategic plan to guide the work that it hopes will fulfill its mission.
To assist DASCI, this study was undertaken. Its ultimate goal is to develop a
strategic communication plan to support its organizational goals. To this end, the
researcher followed the advice of Patterson and Radtke (2009) and Wiggill (2011)
and sought to gauge DASCI’s readiness to embark on the planning process. The
researcher studied the organization’s internal context as well as its external
environment. The researcher employed a qualitative approach utilizing interviews
and action research with three sets of participants—11 individuals in all. Secondary
sources of information provided a wealth of information on external factors that
could influence DASCI and the communication plan. This chapter will briefly recap
the participants in the research process, summarize the data collection method used,
and discuss the key themes that emerged.
The study participants included three groups related to DASCI. The first
group included all seven board members purposively chosen for their lengthy and
deep ties to the organization. The second group consisted of three of DASCI’s
ordinary members who were also purposively selected for their thoughts and views
on DASCI’s operation and internal culture. They were included in this research to
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test the quality of the information provided by the board members and to obtain an
additional perspective of DASCI. The third participant was a representative of a unit
of Dominica’s education sector, which could be a beneficiary of or a collaborator
with DASCI’s scholarship initiative. Thus, the chairman of the Education Trust Fund
(ETF) was selected to be interviewed.
To carry out the investigation, I used a mixed method: I conducted in-depth
interviews using a semi-structured format to explore the perceptions and
experiences of the board members. The questions posed were developed from a
template of Patterson and Radtke (2009) and designed with the content areas of the
future strategic communication plan in mind. The questions were open-ended to
allow the participants to speak at length about their experiences. In addition, the
researcher engaged the board members in action research following the interviews
to encourage their participation in generating solutions and collaborative learning.
The researcher remained available for questions and suggestions. All DASCI’s
directors were interviewed in person at their homes. Those interviews were
expected to last two or more hours each; however, all but one lasted one and a half
hours; the one lasting only 30 minutes.
Three of DASCI’s ordinary members participated in the study and were each
interviewed for 30 minutes by telephone. The researcher’s hope with this group
was to obtain perspectives that either extended or agreed with or contradicted those
of the board member participants.
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The chairman of the Education Trust Fund (ETF) was interviewed by
telephone since he resides in Dominica. The interview lasted approximately 45
minutes. The aim of this interview was twofold: (1) to gather basic information
about the ETF and the purpose and nature of its programs and (2) to explore the
possibility for cooperation between the ETF and DASCI. The researcher took notes
during this interview and introduces the participant as Key Audience #4 in the
Strategic Communication Plan, Section 05 Top 5 Key Audiences, along with the
insights gained.

Key themes
The aim of this design project is to construct a strategic communication
plan that will support DASCI’S organizational goals and objectives, and in the final
analysis, its mission. To realize this aim, the researcher reviewed the context of
DASCI

through interviews with three sets of DASCI’s stakeholders—its board

members, its ordinary members, and the chairman of the ETF. The interviews with
the board members and the ordinary members were audio-recorded and later played
and replayed, as necessary, to identify and extract common concepts. These
concepts coalesced into five significant themes. The following section discusses
those themes.
Theme 1. Strong member identification with DASCI
There is a high level of loyalty to DASCI among its members. It is not
uncommon to hear members refer to “my DASCI family.” One of the directors is
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known for chiding any member who refers to the collective as “them.” “We are
DASCI,”

he would repeat. All the ordinary member participants and the directors

interviewed hold that view. This is perhaps the greatest strength of the group. One
participant claimed that it protects the group from the splintering that some other
similar groups suffered.
Theme 2. Strong member affinity
Another strength of DASCI is the tight-knittedness of its members. They are
bound by the culture—the values, traditions, language, symbols—that they share.
They appear to genuinely like one another. This bond is illustrated in the comment
of a member: “I may not attend meetings or events all the time, but when I go up
there [to Port St. Lucie, where all meetings and most events take place] and meet
my people, it’s hugs and kisses and conversation.”
Theme 3. Shared value - education
Members express pride in supporting education. Some voice the notion that
education is an important contributor to social stability and human progress
everywhere. One director said that “It is personally important to me to give back.
We came to this country and are now successful. It is our duty to bring up others to
where we are.” They feel that it is important to give back to their homeland and
host country in a meaningful way, and so contributing to education in both
geographies fulfills that need. The annual June gala is dedicated to education. All
funds raised go to the Scholarship Fund. This rallying around one of the
organization’s goals is another strength of the organization.
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Theme 4. Perceived tension between the education goal and member interests
DASCI

was a social club before it morphed into a public charity. Some

founding members have not yet let go of the days when the focus was on members’
recreational and social interests. Consequently there is the idea that the formality of
fundraising within IRS guidelines is somehow in deep tension with their selfinterest. In spite of the pride felt in supporting the education program, some
members resent the responsibilities and fiscal rules that come with 501(c)(3) status
and long for the self-interested entertainment that was the focus of the social club.
There is grumbling about the lost vision of the organization and that DASCI should
revert to being a social club. Both a director and the “moderate” ordinary member
said, “This is not what ‘the club’ was intended to be. We should never have gone
into this 501(c)(3) business. It makes everything so formal. You have to ask for
permission to spend money. It’s just too much trouble.” This inability to let go of
the past and follow DASCI’s motto “Forward we go” is undoubtedly one of DASCI’s
weaknesses.
Theme 5. Uncertainty about DASCI’s future
There is no clear and bold strategic vision of where DASCI is headed.
According to one participant, a board member, “I rather not look into the future. I
just deal with today.” This inability and disinclination to envision the future are
rooted in two factors: the aging of current DASCI members and the stringent criteria
for membership in the organization. By one participant’s admission, the average
age of DASCI’s members is in the 60 - 65 range. The work of the organization is
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borne mostly by those members near or outside the upper average age range, and it
is onerous. The board members agree “it is just too much work.” So the tendency is
to take one day at a time. To compound the issue, the organization’s by-laws limit
membership to only those persons who are Dominican by birth, lineage, marriage,
or naturalization. That leaves a very limited pool from which to recruit new and
younger members to carry on the life of the organization. One board member
tentatively attributed the dearth of new members to location: “Maybe if we were in
a large city, it would be easier.” Most of the board members continue to serve
because no volunteers have surfaced to assume leadership. So serving appears to
feel more like a burden rather than the honor and privilege usually associated with
these positions. Some members are conflicted over whether to broaden the
membership criteria fearing that the organizational culture might change, or current
members may lose control, or the organization might lose its distinctiveness. These
fears may be the cause of a certain degree of blindness to a vision of what DASCI
might be. Since vision directs the organizational energy necessary for
accomplishing goals, this lack of vision is a vulnerability of strategic importance.
Both board members and ordinary members realize that new members must be
found if DASCI is to survive.
Those key themes are woven into the communication goals that are
formulated for the key audiences in the plan. For example, strong member affinity
translated in a goal to encourage friendships; the shared value of education into a
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goal to collaborate to increase social impact; uncertainty about DASCI’s future into
succession planning and a call to focus on “the prospects.”
The physical document containing the strategic communication plan was
tested by the secretary, the activities director, and president of DASCI since they will
be its primary users. Overall, these board members believed that the framework
provided would be a useful guide to documenting their stakeholder information in a
structured way. They were particularly happy for the Profile Key provided in the
plan, and are responsible for its placement right before the profiles of the Key
Audiences. They reasoned that in this location it is optimally placed for their quick
reference. Overall, they rated the plan as excellent and would start working in July
2017 to finalize it so as to institute its recommendations hopefully in 2018.
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Chapter 4.
Conclusions
This design project was undertaken to develop a strategic communication
plan for DASCI, a small Florida-based nonprofit, that needs support for its mission
to succeed. To do so, the researcher conducted a review of the nonprofit beginning
with its mission, vision, and goals. In addition to this primary research, a review of
the business, communication, and nonprofit literature yielded the environmental
factors of which DASCI should be aware. Most importantly, both reviews yielded
DASCI’s

key audiences. The rest of this chapter discusses the conclusions the

researcher drew from the reviews.
Established as a 501(c)(3) in 2014, DASCI is a relatively new public charity.
Though its mission was created around the same time, the present board felt it only
“somewhat” reflected its purpose. According to Grace (2005), the mission
statement must reflect the purpose and face of an organization at the present
moment in no uncertain terms. When the discussion about its current organizational
objectives confirmed that response, the decision was made to revise the current
mission statement. Following Grace’s (2005) advice, it should include the
organization’s values, its name, and present purpose. The restated mission is
included in the attached plan.
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After addressing the mission statement, the board member participants were
asked to discuss their vision for DASCI. A number of issues surfaced: they were
conflicted over the direction the organization was taking, they felt that the level of
personal involvement and investment in the group on the part of some members
were less than desired to carry out the work of the organization, there is no ready
pool of new members, or volunteers prepared to assume leadership. The surprising
conclusion is that there is no clear strategic organizational vision. Consequently, it
is proposed that the organization should revisit this issue at a later date to articulate
a vision statement. For the moment therefore, a vision statement will not appear in
the strategic communication plan.
The boilerplate statement was a simpler task given that an abbreviated
version was already in existence. The board members and ordinary members
spontaneously included giving to education and so wording was added to reflect
that purpose.
Next, the five organizational objectives written in DASCI’s 2015 annual
report were reviewed. By the definition of objective found during the literature
search, they more closely resembled goals. By the SMART test, they failed the
measurability standard. Furthermore, specific steps to achieve them were never
written up. The original five organizational “objectives” were collapsed and revised
to form two strategic organizational goals, which reaffirm the newly restated
mission. Those two organizational goals would be the grounding for the strategic
communication plan. Communication objectives will flow from these two strategic
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organizational goals and will be crafted specifically to target each of DASCI’s key
audiences.
The heart of a strategic communication plan is the key audiences (Wiggill,
2011). Board and ordinary members of DASCI identified its audiences in no
particular order as all of its members; past and current donors and supporters; high
school guidance counselors and high school seniors in St. Lucie County, Florida;
school principals and elementary school seniors in Dominica; a financial institution
in Dominica; the media; Caribbean diaspora groups; and the general public in Port
St. Lucie. Their list was not exhaustive. As part of the survey of DASCI’s external
context of operations in Dominica, the existence of the ETF was discovered. The
list also did not include prospective members, who DASCI must recruit if the
organization is to survive.
The directions given in the literature review is to profile each audience and
then rank them on their importance to the organizational mission and their risk to
the organization (Wiggill, 2011). The goals, objectives, strategies, and tactics for
each audience should be structured to meet the issues of the audience and are
limited by the mission and goals of the organization. Formulating these statements
is a creative process. The action research provided a forum for brainstorming.
Following this advice, DASCI members receive top ranking since they are its
lifeblood. It is important to encourage their affinity to each other and have them
work together for the benefit of the group. Self-disclosure is regarded as an
effective means of promoting closeness (Griffin, 2012). Therefore the board
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members and the ordinary member participants agreed to a tool to begin the
process: a membership directory. It is hoped that it will increase openness and
accessibility. To ally their fears that the organization might die with them, all
members are asked to gift a membership to their children. It is a simple way to
increase the membership ranks and erect a counterbalance to the older members’
longing for the good old days in one fell swoop. The “Prospects” will bring in new
ideas and increase annual membership dues.
The prospective members “The Prospects” on whom DASCI’s future rests
ranked second. They already know of DASCI. Since they have an almost direct
connection to Dominica, a pitch to them to support education there would be an
easier task. However, to prevent the perception that they are just needed for money,
they should be cultivated and recognized in their own right.
For their potential to give DASCI publicity, which it is hoped will translate
into increased attendance at its events and scholarship funding, Caribbean diaspora
groups came in third. A relationship between DASCI and the St. Lucian group has
already been initiated. Other similar groups need to be identified through research.
These groups are similar culturally to Dominicans and share their values. More
research is needed however into what their concerns and issues are. Since both
groups have Facebook sites, interfacing there is a good beginning. DASCI must
make the effort to get to know the groups better and to identify and interact with
their leaders.
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The ETF was rated fourth because the use of its service could streamline the
administration of the scholarship initiative in Dominica (The board member who
chairs the scholarship committee had complained that he was having difficulties
keeping the lines of communication flowing between Dominica and the committee.
Too much time was spent locating potential scholarship recipients and verifying
their financial status). It was decided that the risk of donors bypassing DASCI and
sending their money directly to the ETF was minimal amid donor concerns that the
ETF may not be accountable to them. Besides, under IRS rules an individual’s
donation to an organization outside the US may not be eligible for a tax deduction.
Both the ordinary members and board members considered it safe to place
the supporters in fifth place, since they are considered “friends.” However, it is
unclear whether they loyalty is to their personal friends who are DASCI members or
to DASCI, the entity. DASCI must get to know these “friends.” According to Wiggill
(2011), through “lack of communication and focused relationship-building
activities,” NPOs lose up to 50 percent of donors, a key audience, after the first or
second gift” (p. 227). The organization needs to develop its relationships in a
focused way. Acquainting itself with their issues will inform DASCI which one of its
organizational goals is suitable for their assignment, and what messages they might
respond to.
Responsibility for managing the relationships with these stakeholders is
distributed, a strategy which Wiggill (2011) supports given human resource
challenges. The chair of the scholarship committee, one of the two appointed
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members of the board, manages the relationship with all education-related
audiences in Florida and Dominica, and the financial institution which disburses
the scholarship funds in Dominica. The secretary maintains contact with all
members, sending out minutes and announcements of meetings, and event
advertisements. The social director works with the staff of event venues and
members in the course of event planning and staging. There is no formal procedure
or process for initiating, managing, and cultivating the relationship with donors and
supporters.
To contact its audiences, DASCI uses email, telephone, mail, and Facebook.
Mobile technology has been identified as a channel which holds great possibility
given its deep penetration in minority communities. The secretary of DASCI said, “I
started using text messages.” Mobile technology is also economical; most people
own a smartphone. For these reasons, it is a channel that DASCI needs to consider
using.to broadcast messages.
To summarize, the environmental survey revealed DASCI’s strengths and
weaknesses. The board members provided valuable insights into the group’s
operations. Two ordinary members’ comments reinforced those of the board
members. The third ordinary member—the young professional—felt that her
suggestions were always rejected and that the older members were too resistant to
change. In general, members identify strongly with the organization even though
their personal involvement and investment in the future of DASCI are lower than
desired. Members also felt that homogeneity (of culture) has thus far insulated the
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organization against ill-winds that have destroyed similar groups. Homogeneity (of
generation this time) might be the promoter of a certain insularity that keeps out
fresh ideas. Younger potential members complain how resistant the older members
are to any change. While some members perceive a tension between their interest
and the formalities of 501(c)(3) status/organized fundraising, the reality may be
that both aspects could co-exist happily.
In conclusion, DASCI is still in the early stage of this phase of its existence
and is very much focused on its internal environment. Board members identified
internal factors as organizational opportunities (ordinary members have ample
chances to become board members) and threats (ordinary members calling for a
return to the good old days). They need to be encouraged to look up and out and so
have a broader view of their operations.
Finally, since the membership—board and ordinary members—is required
to vote on all proposed changes, the period between their receipt of this proposed
plan and finalizing the plan allows the board the time to communicate to the
ordinary members the importance of the changes and to invite member input in the
design and implementation of the plan, two elements that are key to the successful
management of strategic change (Bronson, 1991).
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Executive Summary
The structure of this strategic communication plan (SCP) is derived from
recommendations obtained from a review of business, communication, and
nonprofit literature. The process for designing the plan began with a review of the
mission and organizational goals to ensure that these foundational factors are
relevant to the organization’s present purpose. This was followed by the research of
the internal and external environments of the organization. The research revealed
the strengths, weaknesses, opportunities, and threats to the organization, and very
importantly, its key audiences. The latter constitutes the heart of the plan and is the
factor that assists the organization in achieving its mission.
This plan is a first attempt by DASCI to formally review its key audiences.
Its content was developed based on interviews with three of DASCI’s key
audiences—the members of its board, three ordinary members, and the chairman of
the Education Trust Fund of Dominica—who were interviewed during January to
March 2017. The SCP is intended to be used as a framework to guide the
development of a final plan. This is so because according to DASCI’s by-laws, some
of the recommendations contained in the plan require the agreement of a quorum of
the membership in order for changes to be made. In addition, because DASCI
operates with all services volunteered and without a communication budget,
implementation of the plan will entail negotiations for volunteers to be engaged on
this project. Therefore while this effort represents a substantial beginning of a
79

comprehensive communication plan, the input of DASCI members will be required
in order to prepare the final plan.
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01
The Mission

81

Believing that education is a bedrock of stable
progressive societies the world over, Dominica
America Scholarship and Culture, Inc. (DASCI) is on
a mission to foster cooperation and goodwill among
Dominicans in order to elevate through academic
scholarships an often overlooked segment of our
society: bright under-resourced students of
Caribbean heritage.
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02
The
Boilerplate
83

Dominica America Scholarship and Culture, Inc.,
(DASCI) is a Florida-based 501(c)(3) not-for-profit
organization that raises funds to assist bright underresourced students of Caribbean heritage through
academic scholarships.
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03
Organizational
Goals
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DASCI uses two strategic organizational goals to

guide all of its efforts in achieving its mission.

Goal 1.

To establish a bond among people of
Dominican heritage

Goal 2.

To award scholarships to underresourced students in Dominica and in
St. Lucie County, Florida.
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04
The Profile Key
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Definition of Terms used in a Profile
Key Audiences: Think of all the persons, organizations, or groups that are critical
to your organizational goals:


Individuals, communities, and groups who are already crusaders for the
cause of your organization—your active public;



Individuals, communities, and groups who already know about your
organization but are not yet committed to its cause—your engaged public;



Individuals, communities, and groups who already have a passion for the
cause of your organization but not yet for your organization itself—your
aware public.
Examples of key audiences include your members, donors, supporters, the

media, Caribbean groups, education sector, and government.
Are there individuals within each of these group who hold influence over
the group? What is his or her name?

Issue: What are the concerns of your key audience? Why would this audience care
about the issues of your organization? What are the characteristics they possess that
are important to your organization? For example, is their education level, income
level, or age important? How valuable is this audience to your organization? What
risks does your organization run in having or not having this audience?
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Communication Preference: How does this audience prefer to be contacted? Your
choice of media includes face-to-face, telephone, blogs, mass media (radio,
television and print), video, email, text messaging, mobile technologies, websites,
and social media.

Communication Goal: A goal is a broad statement indicating what your
organization hopes to achieve and the point towards which your effort is directed.
Your communication goal should support your organization goal(s). A goal is
expressed in broad, relatively abstract terms, and may be difficult to quantify. What
is your goal with this group?

Communication Objective: A communication objective is the promotional means
an organization follows in carrying out its organizational goals. The objective
statement should be factual and measurable. Communication objectives seek to
impart specific information, change attitudes, and behaviors. They describe what
you would like your audience to think, feel, and do after they are exposed to your
messages. Determine what you want from your audience. Are you seeking to
provide new information? Are you calling your audience to action? Are you
seeking to change behavior?
Think of an objective as comprised of four parts:
1. An infinitive verb such as inform, engage, motivate, increase, adopt, enlist,
mobilize, and empower.
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2. A single outcome that is the receiver of the verb’s action
3. The effect of the outcome stated in measurable terms
4. A target date for achieving the outcome
Example: To achieve attendance of at least 250 exporters at the conference on 10
September by sending a promotional direct mail letter to all members of the Export
Council of America by 15 July.
To evaluate your objective, subject it to the SMART test: Is it specific,
measurable, appropriate, realistic, and timebound?

Strategy: A strategy is a course of action taken to achieve an objective. Your
strategy comes from your analysis of the issues found through research. It is not the
same as objectives and comes before tactics. It is the guiding principle or rationale
behind a tactical plan; it is the foundation on which the tactical plan is built. Be
very concerned if you do not have a clear rationale. An example of a strategy might
be “Mount a publicity campaign.”

Tactic: A tactic or action step supports a strategy. A tactic is the specific method
employed to implement a strategy. For example, to support the strategy above, the
tactic might be “Put a press release in the local paper each week for three months.”

Message Theme: The theme of a message is the general principle running through
the message. The message is a specific illustration of the theme in action. The
90

message itself should have three parts: the issue, the desired change, and an action
step that your audience can take. Use the most persuasive language possible and the
word “you” at least once in your message to your key audience.
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05
The top 5 Key
Audiences
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Key Audience #1:
DASCI MEMBERS
Issue: The membership of DASCI is DASCI. The group numbers approximately 45,
the majority of whom are senior citizens and retirees. While others come from as
far as Charlotte, Brevard, and Osceola Counties, most of them reside in the St.
Lucie-Martin-Palm Beach County area. They carry out many of the tasks that
connected to the group’s events. They would like to pass on the responsibilities of
leadership and event organizing to the next generation. They are anxious to keep
their Dominican identity and culture alive.

Communication Preference: Email, telephone, and text messaging

►Communication Goal #1: To build on the friendships
among members
Communication Objective: To promote self-disclosure of all members

Strategy: Outreach, support, and networking


Tactic 1: Compile a membership directory for immediate
distribution to members.
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Tactic 2: Designated member(s) will reach out to members who
have missed meetings or events to relay important messages and
news, and also to offer emotional support.

Message Theme: We are stronger because of who we are together—one culture,
one community, one family. We are DASCI.

►Communication Goal #2: To Start Planning for Succession

Communication Objective: Increase membership by at least 50 percent by the end
of 2017

Strategy: Embark on a membership drive


Tactic 1: Each member who is a parent donates a membership to his
or her child.



Tactic 2: Each member without children donates a membership to
his or her next of kin.

Message Theme: You are our future.
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Key Audience #2:
THE PROSPECTS
Issue: DASCI’s by-laws stipulate that membership is open to all persons who are
Dominican by birth, lineage, naturalization, or marriage. Given this criteria, the
children of DASCI members and their families are the most eligible candidates for
membership. Some are Dominican by birth, some are first generation DominicanAmericans. They are in their 30s, 40s, and even 50s. Many reside outside of St.
Lucie County or Florida. They are well-educated, and skilled in the use of Internetrelated technologies.

Communication preferences: Internet-related technologies and social media

►Communication Goal: To focus the communication efforts
on cultivating this group to obtain fresh ideas, talent, skills,
and funds
Communication Objective: To orient them to the purpose of the organization by
developing a case for the support of the education of needy children in Dominica
that is timed for delivery to them when their membership period begins in 2018.
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Strategy: Engage and enfranchise


Tactic 1: Reverse mentoring: Ask them how best to solve problems
and implement some of their suggestions, if feasible.



Tactic 2: Showcase their achievements and community work to
make them feel valued and recognized. Show appreciation through
member recognition awards.



Tactic 3: Solicit them for donations to the scholarship fund six
months after they receive the case.

Message theme: To whom much is given, much is expected.
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Key Audience #3:
CARIBBEAN DIASPORA GROUPS
Issue: Coming from a cultural background similar to that of Dominicans,
Caribbean diaspora groups are the most likely to share the values of DASCI
members. A variety of such groups are scattered around in Florida and large cities
in the United States. Many support education in their respective home countries and
in Florida and celebrate their cultural heritage. These groups include the St. Lucian
group, Children of Helen Alliance, Inc. in West Palm Beach, Florida, and the
Florida Caribbean Students’ Association (various islands).

Communication Preference: Email and social media

►Communication Goal: To make DASCI visible within those
communities
Communication Objective: To position DASCI as a worthy cause

Strategy: Mount a publicity campaign within this year


Tactic 1: Friend the groups on Facebook, if available
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Tactic 2: Place event flyers at businesses regularly frequented by
Caribbean islanders, such as the local Caribbean restaurants and
stores

Message Theme: We are partners
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Key Audience #4:
THE EDUCATION TRUST FUND

(DOMINICA)
Issue: The Education Trust Fund (ETF) was established in Dominica in
1981 by an Act of Parliament and falls under the purview of the Ministry of
Education. The ETF receives fund annually from the national government, and
supplements it with funds raised from contributors including private individuals,
businesses, and Dominican diaspora groups.
Its primary purpose is to give financial assistance to high school students
who would not have the opportunity to complete secondary school without help.
The ETF administers the School Transfer Grant program that was created
specifically to provide funding to elementary school graduates in transition to high
school. Those elementary school graduates are precisely the cohort that DASCI seeks
to assist.
The ETF does not evaluate its applicants on the basis of their academic
achievement, rather it does so on the basis of the financial standing of the
applicant’s family Moreover, it vets the financial data supplied in the applications
through visits to school principals, community and church leaders of the applicants’
communities (From conversation with the chairman of the ETF, March 5, 2017).
DASCI

awards scholarships on the basis of academic performance and financial
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need. However, it has never been able to conclusively confirm financial need. Thus
joining the purposes of both DASCI and the ETF presents an excellent opportunity
for the satisfaction of mutual interests.

Communication Preference: Telephone

►Communication Goal: To collaborate to increase
social impact
Communication Objective: To communicate with the ETF in order to ensure the
scholarships are awarded to the neediest students.

Strategy: To reduce time spent vetting the financial status of the
scholarship applicants


Tactic: Submit the list of applicants to the ETF each year for rating
of the applicants’ financial need.

Message Theme: We are in the same fight
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KEY AUDIENCE #5:
DONORS & SUPPORTERS
Issue: Through personal friendships with DASCI members, a group of supporters
attend DASCI events so regularly that they have come to be regarded almost as if
they are members. Yet it is not known whether they have a passion for the purpose
of the organization. In addition, DASCI has not moved to maintain relationships with
its past donors. It is widely held in the development circles that past donors are
those most likely to donate in the future.

Communication Preference: Letters, email, and text messaging

►Communication Goal: To deepen and maintain the
relationship with this group through cultivation, solicitation,
and stewardship throughout the year
Communication Objective: To begin managing the relationship with donors and
supporter in a focused way by developing standardized data gathering tools and
processes to build a donor database by the end of 2018.

Strategy: Cultivate, solicit, and steward


Tactic 1: Populate the database with basic contact information
101



Tactic 2: Distribute the calendar of events and event flyers to them



Tactic 3: Recognize their contributions at the annual June gala



Tactic 4: Each year around Christmas, compose individualized
letters to them to thank them for their support in the past and
encourage their participation in the future.

Message Theme: DASCI values your support
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Implementation

103

By this time, the communication goals, objectives, strategies, tactics, and
messages have been crafted for each key audience group. Implementing the tactical
program requires developing schedules and timelines, setting the budget, and
assigning resources. Strategies for disseminating messages must be formulated and
distribution channels selected according to the communication needs and
preferences of the targeted key audience. It is important to document all these and
preceding steps in writing so that all involved in the project will have the same
information. This promotes consistency, focus, and teamwork.
DASCI’s

year begins on January 1st and ends on December 31st. The board of

directors meets before the end of each year to prepare the annual calendar. Some
time may be devoted to strategic planning. Allowances will need to be made in its
budget for materials and staff assignments to certain aspects of this plan. As of this
writing, DASCI has no budget for its communication activities.
Most of the organization’s fundraising activities revolve around three
annual events: the spring (April) family picnic, the June gala that is dedicated to the
scholarship program, and the November event that celebrates Dominica’s
Independence Day. Interspersed among these events are two or three memberfocused outings.
To take advantage of the tax exemption treatment of charitable donations,
the membership drive, cultivation activities should commence after the June gala to
allow approximately five months for developing welcome messages and
solicitation materials.
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07
Evaluation
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Once the plan has been implemented, it is necessary to assess its progress,
successes, or failures. Both the communication activities and the impact of the
chosen communication activities should be evaluated. The evaluation can be
achieved by listing the measurable aspects of the impact of each objective and the
measurable aspects of each activity or tactic (see the following page).
In conclusion, a strategic communication plan is a living document. It is
important to regularly set aside time to research, review, and analyze the internal
and external context of the organization, and take a hard look at the key audiences,
which is the heart of the plan. As circumstances evolve, so too should the plan.
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Measureable aspects of objectives and tactics for the top 5 key audiences:
Objective

Tactic
Compile and distribute a
membership directory
immediately

Members

Prospects

Increase membership by at least
50% by year end 2017
By year end 2017, deliver a case
for the support of education in
Dominica to them.

Cultivate them by
publishing their
achievements as they occur.
Appreciate them through
member recognition
awards.
Locate at least 5 groups and
friend them on Facebook.

Caribbean
Diaspora
Groups

Post DASCI events on their
Facebook pages.

ETF

Donors and
Supporters

Build a donor database—names
and contact information by yearend 2018.
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Place event flyers at
Caribbean restaurants and
shops.
Each year, submit the
scholarship candidates’
names to the ETF for
financial rating.
Around Christmastime,
send them thank you cards
and the calendar of events
for the following year.

